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BOOKS AND PAMPHLETS 


THE ADMINISTRATIVE PROCESS 
Robert Roy 


There yet science administration. 


THE CHANGING STRUCTURE INTERMEDIATE MARKETS AND 
MANUFACTURERS’ MARKETING STRATEGY 


What changes have occurred the manufacturers’ ultimate market? 


CULTURAL FOUNDATIONS INDUSTRIAL CIVILIZATION 
John Nef 
was mainly the human spirit that created industrialism. 


EXPLORATIONS RESPONSIBLE BUSINESS BEHAVIOR: 
EXERCISE BEHAVIORAL ECONOMICS 
Harold Johnson 


the words “responsible behavior” have any meaning? 


LEAST-USED ASSET: 
THE BOARD DIRECTORS 

Everett Smith 

corporation’s business must managed 
and its affairs directed. 


MANAGERIAL PSYCHOLOGY: INTRODUCTION 
INDIVIDUALS, PAIRS, AND GROUPS ORGANIZATIONS 
Harold Leavitt 

Without some kind psychological theory, the manager 

cannot predict the effects changes organization. 


PERIODICAL ARTICLES 


THE BUSINESS GOVERNMENT: 
NEGLECT POLITICS YOUR PERIL 
Arthur Friendly 

Vital Speeches the Day 

refuse participation politics rejection 
the first natural law. 


THE BUSINESSMAN’S MORAL FAILURE 

Louis Finkelstein 

Fortune 

the saints were not fools, the businessmen must be. 
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CANADA AND THE UNITED STATES 
The Royal Bank Canada Monthly Letter 
They are closer together than any other 

two important nations. 


CREATING LIVABLE CITY 
Mellon Square: Oasis Asphalt Desert 
John Ormsbee Simonds 


Built-In Bankruptcies? 

Emmet Layton 

Landscape Architecture 

Few persons remain untouched the fantastic growth 
cities and their problems. 


THE EUROPEAN COMMON MARKET 
Leland Hazard 

The Atlantic Monthly 

Will the common market threat 
opportunity for America? 


EXPANSION JOINT VENTURE 

Richard Morse 

Chemical and Engineering News 

Joint venture may the most effective means 
profitably entering new field. 


ECONOMIC DECISION-MAKING 

Joseph Massie 

The Southern Economic Journal 

Flexibility provides resiliency 

not elimination policies. 


FOOD, SCIENCE, AND PEOPLE 

Harrar 

Transactions the New York Academy Sciences 
Soon there may longer room move. 


FOR COMPANY PRESIDENTS, NOT LESS 
“OUTSIDE” ACTIVITY 


Business Week 
businessmen don’t something, who will? 


OBJECTIVE APPROACH PAY DIFFERENTIALS 
Elliott Jaques 

The New Scientist 

Equity demands that man rewarded for the 

level work employed do. 


PLAIN FACTS ABOUT FEATHERBEDDING 
Herbert Northrup 

Personnel 

Management must hold the line against further 
spread restrictive work practice. 


SPECIAL FEATURE 


THIS MAY INTEREST YOU 
the Editor 


Books and 


THE ADMINISTRATIVE PROCESS Robert Roy* 


Baltimore: The Johns Hopkins Press, 1958. 236 pp. $5.00. 


not yet have science administration. Skillful adminis- 
tration art, refined and matured the clinic experience. The 
attributes administration are essentially similar all walks or- 
ganized activity: industrial, academic, social, military, mercantile, 
governmental, religious. These essays aim reveal some the 


attributes which appear neglected practice and have escaped 
analysis literature. 


The administrator, contrast with the scientist, cannot verify 
conclusions with carefully controlled experiments. Because must 
deal with people, events march such way that moment ever 
may reproduced its entirety. Furthermore, administrator 
errs, sometimes cannot recapture the ground lost his mistake. 
Finally, the administrator often unaware the significant variables 
problems and situations; often can neither control nor measure 
them. 

Specific areas the administrative process are examined. 


Organization. Organization charts are not good, reliable 
effective many administrators think. Designations line, staff 
and functional roles, and tables are much less consequence than 
the mores which govern behavior. The good administrator must 
understanding and adaptive. can direct his subordinates only 
understanding the organization mores and conforming their 
limits. When top level people are inadequate, dismissal the only 
answer; for their roles, autonomy customary and cannot restricted. 


*Dean Engineering, Johns Hopkins University, labor arbitrator, and 
former Vice President for Engineering, the Waverly Press. 
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Delegation Authority. Organizations suffer because supe- 
riors delegate less authority, less responsibility and less freedom than 
they should. good executive should have that measure self- 
confidence, status, achievement, stability and self-satisfaction which 
permits him “let George it.” Insufficient delegation overburdens 
the executive and blocks subordinates’ development. Executives who 
increase autonomy subordinates should guard against rigid rule- 
making and punitive treatment error. 


Staff Organization. With respect those below staff the 
table organization, the convention advisory relationship usually 
violated. Toward these subordinate elements, staff tends be- 
come functional. The effects are weakening subordinate line execu- 
tives and loss staff availability for assigned missions. Prevention 
these tendencies most likely result when staff acts with restraint 
and self-discipline. With relation his superiors and peers, the staff 
man who merely proffers advice when asked not worth much. Imagi- 
nation and creativeness are part the staff mission. 


Operations Analysis. Until reputation has been earned the 
operations analyst will regarded less expert than those studies 
and resented critic and possible spy. The best way for him win 
acceptance genuinely enlist the participation operating per- 
sonnel each investigation. 


the Deification Numbers. Numbers tend inordinately 
dominate decision making pushing aside intangibles which may 
exceed importance that which measurable and acquiring 
aura accuracy. Operation gaming, Monte Carlo methods, linear 
programming, time study, accounting, statistical quality control and 
aptitude testing are all examples the quantification attributes 
which are essential decision making. They should not neglected; 
however, when they are deified they are detrimental sound decisions. 


Forecasting and Planning. mistake eschew fore- 
casting because precise predictions are not possible, and equally 
mistake assume that forecasting, once done, yields perfect answers. 
Planning (the act separating the manual and mental parts 
operation) has economic advantages. However, the missing element 
cost which should considered the social cost. Separation 
mental from manual effort often results too little reverence for 
the creative satisfactions work and for the individuals who perform 
it. 

the Resolution Conflict. Mary Parker Follett says (in her 
collected papers) that conflict may resolved domination, 
compromise integration. The resolution conflict the first 
two means leaves the seeds future conflict fertile soil. Integration 
resolution conflict means which yield gain both the dis- 
putants; the result better than that which existed before. When 
possible, integration the desirable way resolve conflict. 


Morale. Good morale requires voluntary individual pursuit 
organization goals with enthusiasm and energy; accompanied 
sense superiority and self-sustaining. One requirement for 
raising morale the imparting hope individuals that the organiza- 
tion somewhere.” Other ingredients are common suffering 
and the common conquest abstracts; when workers sacrifice and 
succeed morale lifted. 

Communication. Three fallacies may examined: 


That administrative communication need consist only 
telling. The boss tends tell the employees what wants them 
know. wants his subordinates’ ideas, suggestions and complaints, 
must suppress his desire talk and school himself listen. 

That communication need consist only listening. Some 
executives have gone for “participation” and “human relations” 
kinds gimmicks keep workers happy. However, communication 
and participation must genuine and sincere, there must essential 
“togetherness.” 

sharing authority. One cannot have participation without having 
share decision making, sure. But this does not say that 


communicate decision advance action share the power 
decide. 


Executive and Organization Overload. The “Queueing the- 
ory” offers explanation for the fact that both industry and execu- 
tives are overloaded. This theory postulates that when service rates 
and arrival rates are equal and when arrivals are random, queue 
infinite length will tend form. this should added the second 
postulate: when controlled process becomes less controlled, tends 
approach random process. Since industrial plants always are 
scheduled 100 per cent capacity and the same time there some 
lack control, the scheduling method bound fail; there must 
overload. 


Organization and Individuals. The wisest administrative 
policy that which consistently best for each the individuals 
the organization and, the same time, consonant with the needs 
the organization itself. This humane policy but also 
economic one, because incurs costs and affects values. When 
the sum the costs deemed exceed the sum the values, action 
against the individual order. 


Criteria for Decisions. making decisions, administrators 
are compelled make choices between the relative worth alterna- 
tives; such alternatives always present conflicting values. Most de- 
cisions, particularly those using measurement techniques, cannot 
perfect but are better than other alternatives would be. Every decision 
concerned with feasibility; the good administrator will sensitive 
what can and will make decisions which can carried out. 
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Comment: This book stands sharp contrast most the 
“literature” management which pours forth from the presses, most 
which repetitious, trite, badly written, and dull. Dean Roy’s 
essays may not set forth any markedly new concepts, but they pre- 
sent fresh approaches familiar problems, they reflect warmth and 
wisdom every page, and the style delightfully clear and readable, 
even when the author dealing with somewhat technical point. 

This reviewer found The Administrative Process enjoyable 
repeat, enjoyable) that could hardly put the book down until 
had finished, and then ordered copies for number his friends. 
When tried out very critical colleague, the book again aroused 
enthusiasm. Young men will find enlightening; old hands will find 
stimulating and packed with understanding. convinced that 
the more the reader knows about administration, the more will like 
these essays. Ralph Hower, Professor Business Administration. 


THE CHANGING STRUCTURE INTERMEDIATE MARKETS AND 
MANUFACTURERS’ MARKETING STRATEGY Ralph Alexander* 


In: Changing Structure and Strategy Marketing}, Urbana: Univer- 
sity Illinois, May, 1958. pp. 66-79. $1.50. 


What changes have occurred the manufacturer’s ultimate 
market which may expected modify his channels distribution 
and change the strategy which moves capture his market? 

This market has more people and collectively they have 
more money spend. greater number those people are oldsters 
and teen-agers; and the market now consists many people each 
with moderate income. 

The people the manufacturer’s market are changing their ways 
living. They are moving from the cities the suburbs; they have 
more leisure; informality their new convention. 

The consumer-users are more sophisticated about the products 
they buy. They buy gadgets help work more quickly and easily. 
They are pretty knowledgeable about which manufacturer’s gadgets 
work and which not. large degree, they have transferred 
their loyalty and reliance from the retailer who sells things the 
manufacturer who makes them. 

These changes have caused the following shifts the retailing 
field: 

Retailers are getting bigger, but the stores must now pro- 
vide some extra attraction such location, merchandise variety 
sheer size. 


*Professor Marketing, Columbia University. 


papers included this publication were presented the 1957 
Marketing Symposium held the Marketing Department the University 
Illinois. 
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Although there have been conspicuous exceptions, retailers 
group have been losing influence their consumer customers; 
through his booklets and advertisements the manufacturer has presold 
and largely preinformed the consumers before they enter the store. 

dual system retailing apparent many trades: the 
traditional type store giving credit, delivery and clerk service, and 
the self-service supermarket, for example. 

The retailer has attempted reduce costs meet competi- 
tive pressures avoiding retailing services, diversifying his line, and 
cutting inventories. 

Significant changes have also been taking place the wholesale 
trade: 

The wholesaler seems losing ground source 
supply for the retail trade. 

Wholesalers carry smaller stocks relation sales than 
they did past years thereby failing perform one their primary 
services manufacturer and retailer. 

There has been pronounced decline wholesalers’ net 
profits per dollar sales. 

There pronounced shift away from the general-line 
house and toward the specialty wholesaler, which means manu- 
facturer must operate local instead national basis, thus often 
making service spotty. 

What all these changes mean terms the manufacturer’s 
marketing strategy? 

They have greatly increased the role informational, rather 
than ballyhoc advertising: the consumer must told before goes 
the store. 

The role packaging, labeling and point-of-sale promotional 
material has been greatly expanded. 

Since the manufacturer’s customers may have bought from 
cut-rate house (his dealer’s competitor), cannot expect the dealer 
happily render repair and maintenance. 

The changing pattern marketing generating pressures 
that will force reappraisal manufacturer’s pricing and discount 
structures. Originally set compensate the wholesaler 
tailer for doing complete and efficient job, the structure has re- 
mained substantially unchanged through the years. 

careful reappraisal the place the wholesaler the 
distribution system needed, perhaps leading abandonment the 
practice setting pattern discounts apply all whole- 
salers and substituting functional allowances administered indi- 
vidual basis that each wholesaler gets paid for services actually per- 
formed and not for those traditionally did perform. 

Many wholesalers and retailers will not like this but the con- 
sumer likes it, the market system will performing its appointed task 
the economic and social structure. 
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CULTURAL FOUNDATIONS INDUSTRIAL CIVILIZATION* John Neft 


London: Cambridge University Press, 1958. 164 pp. $4.00. 


have become increasingly certain that the only way handle 
the subject the cultural foundations industrial civilization 
seek for the universal the particulars many fields historical 
inquiry. was mainly the human spirit that created industrialism 
find it. The only way men can meet the threat destruction 
which confronts them through renewal and perfection that spirit. 

The separation faith, moral values and art from sci- 
entifically accepted knowledge the roots the industrialized 
world which live. Soon after the times Henry VIII, the 
outlook few men matters quantity began change rapidly. 
Exact time, exact qualities, exact distances came have greatly 
increased interest for me. Statistics began amassed concerning 
population and rates growth; the Gregorian calendar was developed. 
This new passion for precision had close relation the most 
momentous movements the mind the age, those connection 
with scientific investigation. 

The period from 1570 1660 provided the foundations upon 
which the modern structure scientific knowledge has been reared. 
Immediately prior that time the great discoveries Copernicus, 
Fernal and Besalius were based outlook and methods that served 
the artist and the theologian. After the mid-16th century the subject 
matter and methods science broke with those art. This was 
brought about changes rational procedures three kinds: 
(1) emphasis quantitative measurements, (2) insistence observa- 
tion and experiment, and (3) the rise modern mathematics. 

Can speak any valid sense the birth industrialism 
this time? Grounds for speaking early industrial revolution rest 
novel movement, especially Great Britain, towards concen- 
tration industrial enterprises upon the production cheap com- 
modities large quantities. This tendency was associated with new 
use cast and pig iron and coal fuel. Three developments which 
paved the way for the industrial revolution the 1780’s had their 
origins this time: the wholesale use coal iron metallurgy, 
the development steam-driven engines, and the introduction 
traction rails. 

Even more important was the shift values the root these 
inventions. People began lay emphasis upon utility goal 
industrial upon productivity self-justifying end. 

But would have been enough produce the industrialized 
world live the only progress had been scientific and techno- 
logical? Did not the triumph industrialism depend also new 


*The Wiles Lectures given the Queen’s University, Belfast, 1956. 


Committee Social Thought and Professor Economic 
History, University Chicago. 
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commitments the heart and the imagination which lessened the 
violence among men? Prior the late 16th century there had been 
apparent diminution the cruelty, messiness and ugly violence 
with which wars were fought. When look the 18th century, 
however, get the impression that remarkable growth had taken 
place the humanity men expressed. the mid-18th century, 
Europeans coined new word civilization describe conditions 
that were novel. The word seems have meant combination 
moral and spiritual qualities decency, propriety, honesty, tenderness, 
moderation. the steps toward achievement these qualities had 
not been taken the time the Reformation, when where they 
taken? And what bearing they have industrialism? 


inventions the realms faith and art that must 
look are understand better the impact human personality 
history after the 16th century. The great inventive achievement 
connection with the Christian religion consisted combining the 
ardor religious sentiment and the determination bring the 
practice Christian morality into the temporal world with the spread 
new tenderness and new gentleness human relations. 


During the Middle Ages, men were concerned primarily with 
the abstract, mysterious, unreal world the supernatural. During 
much the 16th century, both the Puritan and the Roman Catholic 
mystical concepts religion involved violent wrenching the 
physical sides man’s nature toward harshness, the fostering 
artificial penance. contrast, was mainly bringing the virtues 
charity, compassion and tenderness into the temporal world that 
some Europeans discovered Christ after the 16th century. They 
infused into the Christian faith new strength when industrialism 
was generating the minds men. Francois Sales and Vincent 
Paul personify this new dimension. 


This new piety depended largely women and was accompanied 
new sense their dignity and their superiority the capacity 
give and suffer for love. 


What part did artistic history play laying the foundations 
industrialism? stress religious guidance during the middle 
decades the 16th century was the fall man and the depravity 
human nature. Delight beauty and all the joys earthly life 
came regarded vicious. But the period from 1580 1660 
inventions secular art tended make delight ally virtue, 
compassion, moderation, tenderness. Ethics, art and the 
spiritual life were brought together the fresh content given 
literature and painting, the fresh emphasis laid perfection 
form, elegance, moderation and clarity. 

What were the innovations? The contribution 


paralleled religion the new dimensions gave the qualities 
women and love. 


The exquisite and restrained became part the content 
art seen the dramas Corneille and Racine. the paintings 
Rubens, Velazquez and Rembrandt find expressed the new 
aspirations toward charity and compassion. 

result the new search for artistic perfection, much 
Europe turned the direction economy which sought supply 
the requirements delight. was the industries which aimed 
beauty, quality, artistic perfection which came into their own 
between 1580 and 1640. Europe was left, then, with least two 
industrial economies. One, seen mainly Great Britain, moved 
toward industrial production mainly for the sake cheaper wares. 
The other, more predominate one sought satisfy the demand for 
elegant wares. Our contemporaries tend regard the former 
leading toward the industrialization the 19th and 20th centuries 
and the latter holding back progress. But this view one-sided. 
The economy quality was essential industrialism, was integral 
part those cultural foundations have been describing. 

The dedication many Europeans the making beautiful 
things prepared the way for the eventual triumph power-driven 
machinery and mass production. With the help the new artistic 
craftsmanship, style living spread through Europe that led all 
Europeans want share that douceur vivre, accompanied 
high standards virtue, which considerable few were coming 
possess for the first time. the growth economy quality 
made the idea increasing production much more attractive than 
would have been all Europe had turned making cheap 
commodities. 

neither the rise modern science nor the rise 
modern economics that the cultural foundations “civilization” can 
mainly found. Their principal sources were efforts practice 
Christian life the temporal world and bring about alliance 
between the quest for beauty and the quest for virtue society 
dedicated delight. The search for perfection the art life was 
the great achievement Europe the 17th and 18th centuries. The 
future industrial civilization depends upon renewal that search. 


EXPLORATION RESPONSIBLE BUSINESS BEHAVIOR: EXERCISE 
BEHAVIORAL ECONOMICS Harold Johnson* 


Atlanta: Bureau Business and Economic Research, Georgia State 
College Business Administration, 1958. pp. 


Before evaluating the idea the social responsibility business- 
men, one must establish the theoretical basis this responsibility. 
Without social relationships man has self personality, yet be- 
cause these interactions man controlled and directed into par- 
ticular ways thinking and behaving. Individuals internalize their 
selves the points view and attitudes the society which they are 


*Associate Professor Economics, Emory University. 
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part and act the social process with those attitudes mind. 
Out this internalization social attitudes, internalized social con- 
trol results, i.e. conscience super ego. 

What the significance these comments for analysis 
socially responsible business behavior? this perspective, human 
personalities not arise automatically from characteristics inherent 
people; they are shaped partly social experience and environ- 
ment which individuals live. The traditional view economics 
human motivations stemming from basic trait self-interest 
pressure maximize gain results considerable suspicion 
social responsibility. How can self-interested men socially respon- 
sible? The preception ego and motivation arising out the social 
milieu individual, with the self-embracing attitudes the com- 
munity concerning behavior social process, however, may 
more friendly atmosphere for the concept social responsibility. 

The norms society, the accepted ways behavior society 
capacity regulators action, give “real” basis for moral 
supervision business executives. Many businessmen seek “give 
people their money’s worth,” partially because competition forces 
them to, but also because the customs norms America suggest 
that proper commercial practice. Thus, the control can 
the level where the pressure norms often quite 
compelling. 

Along with normative order, human society possesses structure 
which lends organization the entire complex network behavior: 
positions statuses. Each position status sets out certain mini- 
mum rights and obligations expected persons the position. 
The topic socially responsible business behavior can analyzed 
terms changes the role the large-business executive. brief 
perusal the periodicals regularly read businessmen and the pub- 
lic large would reveal veritable flood material about how 
treat customers, employees, and the communities which the firms 
operate. Moreover, the social milieu and increasingly the professional 
schools business offer the bases from which the necessary sense 
obligation infused into the executive. The difficulty pursuing 
the role “responsible” business manager, however, lies the 
haziness goals involved such behavior. Business managers may 
lack sufficient knowledge about what the social goals are and sec- 
ondly, may lack the factual data and information which achieve 
those goals any particular situation. the traditional perspective 
the business enterprise, the other hand, managers are furnished 
with relatively simply instructions: pursue the goal pecuniary profits 
and produce what consumers want with the lowest cost combination 
productive resources. 


What are the socially responsible functions large business en- 


terprise? With economic fluctuation very intimately associated with 
the functions production and innovation, firms can carry out some 


{ 


“responsible” actions alleviate economic fluctuation remedying 
seasonal swings production and frictional lags employment, 
the scheduling output countering seasonal movements, through 
personnel policies aimed reducing some the “personal” reasons 
for employees’ seeking other employment, and shifting some the 
social costs frictional employment the private concern. the 
case mammoth concerns whose investment and production activities 
are large enough have impact the total economy and whose 
actions influence those other firms, there the added responsibility 
the continuation large-scale expansion programs the face 
momentary uncertainties, such the 1954 heart attack President 
Eisenhower. 

Several other categories business activity offer additional in- 
sights into the scope and character responsible business behavior: 
Public Relations (distribution information and continuing publicity 
about activities enterprise without public knowledge about com- 
pany operations gauged social criteria business action, the regu- 
latory and enforcing aspects norms and role may defeated) 
Community Relations (for example, the diminution the impact 
shifting closing plants the localities affected) Social Costs 
Enterprise (the costs third persons society-at-large which some- 
times may result from private production: air and water pollution, 
urbanization, and Corporate Philanthropy (business 
giving charities, education, and cultural 

But, the words “responsible action” “behavior” have any 
meaning? answer, business concerns major units the economy 
have their essential obligation production and innovation goods 
and services. The value system American culture likewise gives 
some content the idea responsible behavior, for this structure 
forms important part the setting and context which enter- 
prises operate. Just there demand for the actual goods and 
services produced firm, the values society also exert “demand” 
pressure which firm must meet remain viable. The influence 
social values upon the content the responsibility concept gives 
relativity the idea, for with changes social values part the 
meaning responsibility changes also. The trend toward human rela- 
tions industry illustrates the influence social values upon the 
general outlines the business role. 


seems apparent, however, that the idea responsibility 
insufficient sole check power, with norms only incom- 
pletely known and followed and with many irresponsible elements 
contained the business role. responsible business role structure, 
furthermore, infused with the checks competition and govern- 
ment intervention. The present American economy consequently 
not case “either-or” but “both-and,” with responsibility, compe- 


tition and government action forming somewhat unified yet evolving 
institutional pattern. 


LEAST-USED ASSET: THE BOARD DIRECTORS* 


the other hand, The Dangers Social Responsibility are ex- 
amined Theodore Levitt the September-October Harvard Busi- 
ness Review. Political democracy and personal freedom, says Levitt, 
require pluralistic society. not want persuasive welfare state 
government, unions, for the same reasons corporations. 
This the kind monolithic influence the corporation will eventually 
have becomes too preoccupied with its social burden. Welfare and 
society are not its business. Business has only two reponsibilities 
obey the elementary canons everyday face-to-face civility and seek 
material gain. The results such single-minded devotion profit 
should invigorating. (Available from the Harvard Business Review, 
Soldiers Field, Boston 63, Mass. $8.00 per year, $2.00 per copy.) 


Everett 


The Dynamics Management, AMA Management Report No. 14, 
1958. pp. 49-60. $3.75. (AMA members: $2.50.) 


The corporation has been classically defined artificial being, 
invisible and intangible, and existing only the contemplation 
the law.” This “artificial being” short one critical faculty: can- 
not think. result, corporation’s business must managed and 
its affairs directed. 

Under the law, all corporation’s authority and responsibility 
are vested the board directors. The board can delegate man- 
agement the implementation much this authority sees 
fit, but cannot delegate otherwise avoid its ultimate responsibility 
and accountability the company’s stockholders. practice, how- 
ever, the board has most companies become something legal 
fiction. Its role vital organ the business has deteriorated, and 
many companies has actually been decomposed operating man- 
agement. 

Among the more profound reasons why the board one man- 
agement’s least-used assets real lack recognition management 
general the proper role the board and the tremendous contri- 
bution can make the success business enterprise. Secondly, 
the board for all practical purposes creature the chief execu- 
tive and, the last analysis, many chief executives are not convinced 
that they want strong and independent board. The chief executive 
has fought long and hard reach this position power; not 
quite normal and natural that should seek (however unconsciously) 
rubber-stamp board? 


*One fourteen papers presented AMA’s West Coast General Manage- 
ment Conference (January 21-24, 1958) under the headings: Meeting the 
Challenge Change, The Broadening Responsibilities Business, Planning 
for Corporate Growth, and Improving Individual and Group Efficiency. 


McKinsey and Company, Inc., New York City. 
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Yet chief executive today requires not only strong cabinet but 
instrument for independent judicial review well. has not 
only the responsibility but the right judged. His real strength 
times difficulty lies the assurance that the independent board 
has all the facts and has shared the basic decisions. 


Perhaps identifying those characteristics common declining 
companies can recognize board failings. One characteristic 
companies poor health that the weaknesses the enterprise are 
clearly evident the trade, the companies’ competitors, and even 
the people within the organization, long before they are faced 
the board. second the apparent failure the board 
understand the key profit-making factors the industry involved and 
evaluate the company’s effectiveness terms these factors. 
third can best described “ingrownness” Taken together these 
characteristics clearly make the case for truly independent board, 
thoroughly familiar with the company and the economic environment 
which operates, supplied with adequate information evaluate 


results, and continually exposing management fresh viewpoints and 
ideas. 


What can the chief executive who wants create effective 
and constructive board function? must determine what expects 
the board; must develop clear understanding and conviction 
its responsibilities and the manner which believes they can 
best carried out. The board’s agenda and the nature and format 
the material coming before should reviewed the light 
the new concept board responsibility. 


must develop specific criteria which the board can measure 
the over-all health the business. Basically, these fall into two gen- 
eral categories. First are the specific criteria, which are largely 
financial statistical nature: industry position, share market, re- 
turn investment, return sales dollar, inventory turnover, and the 
like. Such figures are merely history, but longer-term trends can 
important clues and should therefore included. The second cate- 
gory involves for the most part the judgment semi-intangibles. Gen- 
eralities not help this area, the criteria must developed for 
each situation. Any function worth performing can measured 
one way another. 


Last, but not least, the problems involved revitalizing the 
board, the matter recruiting and compensating really good out- 
side members. Why not use the same ingenuity that apply other 
recruiting and compensating problems? there any rule that says 
all board members must receive the same stipend? Each man has 
different fiscal and tax situation, why not tailor our proposition 
suit his particular requirements? And, might bear mind that 
success obtaining one good member often starts snowballing action 
and makes easier bring others. 


MANAGERIAL PSYCHOLOGY: INTRODUCTION INDIVIDUALS, PAIRS, 
AND GROUPS ORGANIZATIONS Harold Leavitt* 


Chicago: University Chicago Press, 1958. 355 pp. $5.00. 


Businessmen’s decisions are usually based some combination 
fact and theory: choices made interpreting things observed 
the light things believed. Though they also use theory dealing 
with human problems, theorizing this area seems much more 
implicit even unconscious. Without some kind psychological 
theory, the manager cannot attach meaning the red flags human 
disturbance; nor can predict the likely effects changes organi- 
zation personnel policy. 

The unexceptional truths human behavior derive from three 
basic, interrelated assumptions: behavior caused, motivated and 
goal directed. Behavior can seen effort eliminate tensions 
seeking goals that neutralize the causes tensions. Some the 
tensions people try eliminate through work are essentially 
others are more and individualistic, such the desire 
for status and “belongingness.” People are different the extent that 
they are subject different kinds stimulation, vary kinds and 
degrees motivation, behave different ways achieve different 
goals. 

One application such personality theory the assessment 
people. Every job assignment that manager makes requires that 
assess the people available against the job has mind. Pencil and 
paper tests, projective tests and sociometric methods are three general 
approaches formal assessment. There are formulas, however, 
that rule the judge out the judging equation. Day-to-day assessing 
for thinking about personality, utilizing modern interviewing tech- 
niques, and increasing one’s insight into one’s self. From mana- 
gerial point view the problem assessment more than problem 
technique: Who shall assess? What assessed? Shall build 
work environment permeated with atmosphere assessment? 

interpersonal relationships within managerial setting, the 
problems influence and authority are significant. The most impor- 
tant prerequisite any attempt change human behavior effective 
communication. One-way communication has the advantages speed 
and protecting the sender from having recognize his own faults. 
Two-way communication has the advantages greater accuracy and 
greater feelings certainty for the receiver, but involves some 
psychological risks the defenses the sender. 

Many industry feel authority the only useful tool for modify- 
ing behavior other people. Authority restrictive mechanism, 
however, seems most useful short-term situations. Managers 
have also tried the method turning their control over the pay check 


*Professor Industrial Administration and Psychology, Graduate School 
Industrial Administration, Carnegie Institute Technology. 


into mechanism influence. Individual money incentives, similarly, 
are more likely effect overt rather than basic attitudes. Multiple 
incentives (e.g. company-wide profit-sharing plans) may have deeper 
and wider effects. 

Power influence behavior may also derive from other sources, 
largely from the skills, personality, and possessions the changer. 
Behavior changers, especially when they occupy superior positions, are 
wont feel that the responsibility for change must lie exclusively with 
them. But the changee can made accept some the responsi- 
bility himself, the resulting change may more lasting and more 
generalized. Changers therefore must helpers rather than manipu- 
lators. superior’s authority thus becomes supply means which 
help subordinates satisfy their need through work rather than 
supply ammunition with which threaten them. 

The application ideas about influence, learning, and groups 
important developing topflight managers. Learning defined here 
process reorganizing perceptions new problems relation- 
ship are formed. Training men managers and thus primarily 
solvers unprogrammed problems, therefore, necessitates providing 
trainees with problems that require perceptual reorganization for their 
solutions and providing these problems situation which relevant 
knowledge and experience are available. 

The factor which differentiates the manager that operates 
from power position within pyramidal structure organiza- 


tional setting. This organization neighborhood carries potential for 
intensifying conflict and frustration individuals and for increasing 
psychological pressures the managers because its pyramidal shape, 
its tendency increase interpersonal competitiveness, and the sheer 
size modern organizations, with the consequent difficulties 
communication. 


Certain alternatives these pressures are available. First, can 
change organizational structure that conflicts less with its human 
occupants. Second, can change personnel and fill jobs with people 
who are psychologically better able deal with the conflicting forces 
that the organization structure imposes. Third, can change the 
“climate” that organizational pressures are eased, though the basic 
structure remains intact. Fourth, can program previously unpro- 
grammed areas, thus simplifying the organization. 

Traditional organizational theories not provide very good 
models for the observable facts organizations. But better theories 
are available full blown today. What available series inter- 
related ideas developed diverse many them distant from 
industry. These ideas, along with new, more suitable statistical and 
mathematical tools, promise lead more accurate descriptive 
theory organization behavior. That descriptive theory, turn, 
should accompanied followed more useful set applications 
real organization. 


Bibliographies are dull reading: there plot; 
the characters keep changing; they contribute nothing new 
books. The editors THE EXECUTIVE, however, believe 
that this month they should call your attention certain 
recently published, outstanding bibliographies: 


Economic and Social Implications Automation: 
Bibliographic Review. Edited and arranged 
Gloria Cheek, Research Assistant, Labor and 
Industrial Relations Center, Michigan State 
University, East Lansing, Michigan. 
(125 pages; price $1.25, paperbound, mimeo- 

the name implies, the 600 items listed are con- 
cerned more with the economic and social implications than 
with the purely technical aspects. The evaluative and 
descriptive annotations are unusually complete and useful. 
These are the divisions used arranging the items: 

General 

Manpower and Employment 

Society and Government 

Selection, Training and Job Requirements 
Human Relations 

Collective Bargaining 

Management Organization and Planning 
Office Automation and White-Collar Workers 
Case Studies and Company Experience 
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Paul Wasserman and Fred Silander 
Decision-Making; Annotated Bibliography. 
McKinsey Foundation Annotated Bibliography. 
Ithaca, New York. Graduate School Business 
and Public Administration, Cornell University, 
1958. 111 pages. Paperbound. Price $3.50. 

It, too, marked the excellence its 
Over 400 books, articles and documents have been selected 
for inclusion; each evaluated and related other 
pieces. For ease using, the list has been divided 
into sections: 

The decision-making process general and 
theoretical material 
Values and ethical considerations decision- 
making 
Leadership factor decision-making 
Psychological factors decision-making 
small groups 
Community decision-making 
Communications and information handling 
Mathematics and statistics decision-making 
Compiled and annotated the librarian the Graduate 
School Business and Public Administration Cornell 
and professor economics Pauw University, 
this bibliography truly welcome contribution. 

entirely different type bibliography has been 

published government agency: 
International Cooperation Administration. 
Office Industrial Resources. 
Business and Economics. 
Paperbound Books. Washington 25, D.C., 
1958. pages. price given. 

This bibliography, reprint article 
Miss Charlotte Georgi, Business Administration Librarian, 
University North Carolina, from the April 15, 1958 issue 
Library Journal, lists without annotations, unfortu- 
nately some 180 comparatively inexpensive paperbound 
books the fields business and economics. 

similar, much shorter list (with notes) has also been 
prepared Miss Georgi: and Economics Library 
for $25.00. (List available from: Interlibrary Center, 
University North Carolina, Chapel Hill, North Carolina. 
$0.25.) 


And 


finally another list: 

Deutsch and Shea, Inc., Technical Manpower Consultants. 
Creativity Comprehensive Bibliography 


Creativity Science, Engineering and the Arts. 

New York, 1958. pages. (Available from: 
Industrial Relations Newsletter, Inc., 230 West 4lst 
Street, New York 36, Price: $2.00. Quantity 
discounts available.) 

The attempt here was complete rather than 


selective. Further, attempt has been made evaluate 


the 


citations and the list suffers from not indicating 


length books included. But should prove 
useful those interested writings which will aid the 
understanding techniques for stimulating and develop- 


ing 


which may interest you. 


creative abilities. 


Here are some "Special" issues current periodicals 


The entire July 14, 1958 issue Product 
Engineering devoted "How Moscow Designs; 
Eye-Witness Account and Evaluation the Editor." 
(Available from: Product-Engineering, 330 West 
St., New York 36, Single copies cents.) 

Contemporary Problems, Spring 1958 
turns its attention the corporate form American 
business enterprises. Say the editors: "In these 
decisive times, when our own future and the future 
the rest the world may turn the resilience and 
resourcefulness our economic system, the role the 
corporation, for better for worse, enabling 
effectively cope with the challenges that confront 
may crucial." 

Among the articles are 


Wilbur Katz: The Philosophy Midcentury 
Corporation Statutes 

Richard Jennings: The Role the States 
Corporate Regulation and Investor Protection 

Frank Emerson: The Roles Management and 
Shareholders Corporate Government 

Ray Garrett: Capital and Surplus Under the New 
Corporation Statutes 

William Ford: Share Characteristics Under 


the New Corporation Statutes 
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George Gibson: How Fixed Are Class Share- 
holders' Rights? 

Norman Lattin: Minority and Dissenting 
Shareholders' Rights Fundamental Changes 

Elvin Latty: Some Miscellaneous Novelties 
New Corporation Statutes 

The September 13, 1958 Saturday Review con- 
tains this year's Annual Accent Education issue. 

American for September. Bronowski, mathematician, 
scientist, administrator and man letters, leads off 
with introductory essay, The Creative Process. 
other contributions are: 

Innovation Mathematics, Paul Halmos 
Innovation Physics, Freeman Dyson 
Innovation Biology, George Wald 
Innovation Technology, John Pierce 

The Physiology Imagination, John Eccles 
The Psychology Imagination, Frank Barron 
The Encouragement Science, Warren Weaver 


Several months ago our staff prepared abstract 
Professor Argyris' new book Personality and Organization 
but was talked out including THE EXECUTIVE 
because was felt that this abstract would quite 
Similar the abstract magazine article Professor 
Argyris which included the August 1957 issue. ("The 
Individual and Organization: Some Problems Mutual 
Adjustment." from Administrative Science 
Quarterly.) Recently had occasion re-read Person- 
ality and Organization and regret decision because 
believe this certainly book which would con- 
siderable interest many business executives, for 
the author attempts integrate existing research litera- 
ture relevant understanding human behavior on-going 
organizations. really analysis organizational 
behavior. think many you will particularly inter- 
ested his chapter "Management's Reaction and Its 
Impact Upon the Employees" and his chapter "The 
ment Effective Executive Behavior." The full title 
the book Personality and Organization; The Conflict 


Between System and the Individual. New York, Harper and 
Brothers, 1957. 291 pages. $4.00. 


THE BUSINESS GOVERNMENT: NEGLECT POLITICS YOUR PERIL* 


Arthur Friendlyt 
Vital Speeches the Day, Vol. 24, No. 20, August 1958, pp. 630-633. 


Because generation two whose standards behavior, judg- 
ments and appreciations value were simply not appropriate 
environment that changed furious pace, the world sorry 
state. The single greatest error the preceding generations was 
their unwillingness participate man’s most difficult and most im- 
portant activity, the business government politics. reproach 
not primarily those men who should have taken public office but 
declined. Rather, the complaint against those who abandoned 
others the business choosing, guiding, and influencing those who 
run governmental affairs. refuse participation politics munici- 
pal, State, Federal, and international inexcusable, rejection 
the first natural law, the will survive. 

have failed support and I’m talking money now the 
good and decent men who should have stood for election, and even 
more importantly the good and decent men who did get elected. Only 
two persons out every hundred make political contributions. When 
learn that much part good citizenship make political 
contributions donate one’s church and community fund, 
then shall have established system whereby our best men can take 
our hardest jobs and execute them without undemocratic shackles. 

another more general area, the area political, sociological, 
even philosophical clichés, you must accept the inevitability change 
all things, and must not cling judgments that longer work. 
Assuming that avoid war which annihilates all us, then, what 


*Delivered Commencement Exercises, Amherst College, Amherst, Massa- 
chusetts, June 1958. 


Editor, Washington Post and Times Herald, Washington, 


can expect the way change? age when off 
worlds the sky, how useful and practical the conception nation- 
alism? not possible that may even want think patriotism 
terms other than the current norm? And here home, are now 
perfectly sure that risk and competition are the mainsprings our 
business life? 

Each age forged from what went before, its own standards which 
were indispensable it. When they were the right ones those judg- 
ments and concepts served the age and engendered its achievement. 
But they were not necessarily even probably eternal, priori, 
forever absolute. You must participate re-examinations and equally 
important, must open your minds the new ideas that emerge, and 
not consider anything that attacks the currently acceptable ideas 
impious affronts divine revelation itself. you and your generation 
remain rigid and dogma-doting, you are going stuck with some 
notions which are not doing very well the world today. 

the constructions today are shaky and dangerous, the method 
building them was not and not. Its principal elements have ac- 
counted for progress the past and hold the promise for enlargement 
the future. They include open-mindedness the exploration 
facts and ideas, and respect for those who the exploring; tolerance 
the new and different, accompanied predilection toward skep- 
ticism; insistence testing and demonstration and correction; and 
reverence for the facts that emerge from our experience. 

These elements serve the progress not only science, but all 
creative acts, the arts, the humanities, politics, government, 
ethics, dealing with all men. 


THE BUSINESSMAN’S MORAL FAILURE Louis Finkelstein* 


Fortune, Vol. 57, No. September 1958, pp. 117-118, 194. 


American businessmen are right the way most them now 
live, then all the wise men the ages, all the prophets and the saints 
were fools. the saints were not fools, the businessmen must be. 

Too many businessmen never stop ponder what they are doing; 
they reject the need for self-discipline; they are satisfied clever, 
when they need wise. They worry about their place the 
economic ladder, but are not concerned sufficiently with whether the 
civilization which they work likely collapse. They can defeat 
local competitor, but may well defeated the competitor 
all, which moral decay. 

The American executive very often man some vision, moti- 
vated spirit that generates great energy. But losing his 
insight into the moral sources American economic strength. Ask 
him why successful today, and may explain you the advan- 


*Chancellor and Solomon Schecter Professor Theology the Jewish 
Theological Seminary America. 


tages capitalism, the profit motive, and the “American system.” 
But will largely ignore the philosophic foundations the American 
system. tends ignore the great ethical laws they apply imme- 
diately his work. preoccupied chiefly with gain, coasting 
the spiritual momentum the past. 

Why the American businessman singled out for indictment, 
when probably more materialistic than any the rest us? 
Because his role American society great. Ours industrial 
society, and the customs and morals and attitudes businessmen 
pervade our whole life. 

The American tragedy that fail see the signs our decay. 
The signs are apparent our general toleration wrongdoing, which 
itself evil and corrupting force. 

Competition the basis our free enterprise and our industrial 
success. But compete ways that are designed destroy someone 
else very different from competing terms doing better than 
your rival. management worthy success remembers that the true 
justification for profit incentive serve the community. Success 
paid business the community for the services renders. 

Unquestionably, ethics have practical value, inseparable from 
their ultimate one: the creation better men and women. Rivalry for 
goodness should, the long run, make for pragmatic gain. But 
not enough for the individual mean well. Men individuals and 
corporations must make effort understand what they are doing 
and why they are doing it. 

businessman can develop awareness that every decision 
his life involves moral considerations. should place ethics the 
agenda: 

His calendar should include regular meetings management 
discuss the moral dimensions his specific business. 

should seek expert advice ethics. 

should put moral health the same level mental and 
physical health, fact above them. should work for the establish- 
ment research ethics, has worked magnificently for the 
development research science and technology. 

Today’s crisis demands the businessman’s leadership the area 
human behavior. Morally sensitive and informed businessmen can 
compel American philosophy and religion focus the basic prob- 
lems troubling mankind. 


Does all this sound though the businessman had take 
new burdens, and rush even more prematurely his grave? the 
contrary, one man’s primary duties preservation his life 
earth, that can realize his potentialities for good. The business- 
man who will take time contemplate and ponder the ethical 
dimension life will discover new realms which can develop 
his talents, freeing himself from the bondage private gain that 
menaces the maturing business executive. 
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CANADA AND THE UNITED STATES 


The Royal Bank Canada Monthly Letter, Vol. 39, No. September 
1958, pp. 1-4. 


Canada and the United States, having completed more than 
century friendship, are closer together today than any other two 
important nations the world. These two peoples, once enemies, 
became friends not thinking high and obscure thoughts about the 
brotherhood man, but learning the uneasy school experience 
that better business friendly, and only common sense 
neighborly. Both nations are proud their record having one 
the most artificial boundary lines the world about 3,300 miles 
length between Canada and the United States, and additional 
1,540 miles between Canada and Alaska. The question, however, 
longer where invisible border line runs, but rather how the flow 
people, rivers, harvesting machines, and trade across this line may 
added the flow ideas, that the well-being both peoples 
may promoted. 

Geography and the pressure events have combined intertwine 
closely the business structures Canada and the United States. The 
unusual degree similarity the economy the two countries has 
meant that businessmen and capitalists have been attracted oppor- 
tunities across the line. The latest available figures report the following 
long-term foreign investments Canada: United States $11,785 mil- 
lion, Great Britain $2,661 million, others $1,110 million: total $15,556 
million. 1956, Canadian investments abroad totalled $4,466 million 
which $2,042 million were the United States and $1,344 million 
the United Kingdom. Canadians are naturally more conscious 
United States investments Canada than are Americans Canadian 
investments the United States, though per capita the investments 
the United States Canadians are nearly twice great those 
the United States Canada. 

These two countries are each other’s best customers, with total 
volume trade exceeding the total trade between any other two 
countries. Canada’s economic experiences have not been easy. She 
rich resources, and her people are energetic and efficient, but her 
home market consumers too small absorb the production her 
farms, forests and factories. The interchange capital and the growth 
bilateral trade have reached proportions which have made them 
important both countries: Canadian purchases the United States 
rose from $497 million 1939 $4,003 million 1957 while United 
States purchases rose from $380 million $2,943 million. 

Canada has her problems. Being small nation with enough 
wealth for large one, she faces special responsibilities and dangers. 
those who have learned view the globe from the top, clear 
that Canada the center world power, surrounded the United 
States, Great Britain and Russia. That position used mean safety 


but the strategy air war has made her land mass critical area 
event war. 

One thing much needed Canada and the United States: 
information. Politicians and public servants often fail understand 
that resentment change and opposition new ideas not spring 
from cussedness but from failure understand the reasons. The inter- 
national collaboration which the United States and Canada are 
engaged with other nations extends all human activities, and in- 
volves every citizen, and not any longer the prerogative ambas- 
sadors and foreign office officials. 


CREATING LIVABLE CITY* 


Landscape Architecture, Vol. 48, No. July 1958, pp. 208-212, 
222-225. 


Mellon Square: Oasis Asphalt John Ormsbee Simondst 


city desert. Our new American cities, squared off and cut 
into uncompromising geometric blocks unrelieved, unterminated 
traffic ways, have without doubt more this barren desert quality 
than the mature cities either Europe the Orient. The old cities 
had, and still have, their plazas, piazzas, courts, squares, and foun- 
their distinctive, undefinable, uplifting spirit civic 
monumentality. 

These cities were conceived terms human experiences, civic 
art, and meaningful patterns structures and open spaces. They were 
oriented their open spaces. Our cities, with few exceptions, are 
oriented the noise and fumes and frictions our traffic-glutted 
streets. 

searching for more enlightened approach urban planning 
must look back and reappraise the old values. must rediscover 
the age-old yet ever vital and essential art building cities that inspire 
and satisfy. 

The desert character our cities concentrated the downtown 
city cores. Here the average cityscape conglomerate aggregation 
metal, glass, and masonry cubes dreary base plane asphalt 
and oil-spattered concrete. 

Such typical American metropolis was Pittsburgh 1948 when 
several members the Mellon family envisioned for the city public 
square. The architects soon found that such park could not con- 
ceived terms single concept alone, but must considered rather 
from many points view and must once expression many 


series six articles including well the two above, False Fronts 
Downtown, Walter Creese, “Paradise” Small Town, Walter Ruff, 
Are Professionals Losing Their Nerve?, Seward Hiltner, The New Urban 


Simonds and Simonds, Landscape Architects, Pittsburgh, and Member, 
American Society Landscape Architects. 
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things—some aesthetic, some idealistic, and some mundanely practical. 
The square must platform, structure, island, space, focal 
center, civic monument, gathering place, and oasis. 

has been said that the planners ancient Peking set out 
consciously build city which man might find himself best 
relationship with nature, God, and with his fellow man. The creating 
such stimulating environment must the compelling goal 
our contemporary American architects, landscape architects, and city 
planners. 


Built-in Bankruptcies? Emmet Layton* 


Tomorrow’s big city upon us, and frighteningly few architects 
planners have given more than horrified glance. felt that 
the same general philosophy yesterday’s designers need only 
expanded order serve adequately the “Brave New World” 
200,000,000 Americans just around the corner. suggest that this 
not the case. 

Today’s city man needs far more artificially contrived aid him- 
self and his environment before can become entire person. 
stands definite need personal identification, places refuge, and 
symbols satisfy his deep, basic, spiritual requirements 
remain solid citizen, capable guiding his own children into the 
management America. 

also needs outside help conserve the obvious physical 
demands America worth managing water, air, agricultural 
land, and other natural resources, along with guidance and direction 
for industry, arrangement the best possible transportation system, 
and careful selection priorities for preserving the essential values 
civilization. 

Cities this country are seldom things beauty. long 
continue build additional layers our urban rooks’ nests and let 
the older areas deteriorate, shall continue create cities where 
the heart has people but only places decay. And festering the 
heart this dead city modern man’s own peculiar creation, the 
slum. 

How propose handle the slum dweller? building back 
into his slum the same congestion which contributed the first 
place. any wonder that housing projects are producing race 
without responsibility even their own kind? 

Then, the heart dies out the city, and monster housing 
projects replace homes, the outskirts spread still farther, full families 
who prefer any inconvenience the loss inner life. This usually 
creates residential tax base which tends bankrupt the new area 
attempting educate their offspring. And also aids producing 
that other monster today’s society, the superhighway. 


*Of Layton, Layton Rodes, St. Louis; Member, American Society 
Landscape Architects; Member, American Institute Architects. 
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only from practical standpoint, effort preserve prop- 
erty values, some attention should paid the proven value strategic 
open areas within city. Such spaces must well designed and inte- 
grated, they serve little purpose. But our housing projects could 
reduced more human scale, our high-density cities could 
broken open with parks and garden spaces, decisions could 
reached determine where automobiles should travel and where they 
should never admitted, much could accomplished toward creating 
cities which are once more habitable and humane. 

There still time save our American cities from financial, 
spiritual, and moral bankruptcy but only realize that such step 
essential. Without silence, space, symbolism achieve such 
condition, how can tomorrow’s children ever achieve mature citizen- 
ship? any wonder that children raised asphalt the city grow 
de-humanized and unresponsive social civic responsibilities? 


THE EUROPEAN COMMON MARKET Leland Hazard* 


The Atlantic Monthly, Vol. 202, No. September 1958, pp. 42-44. 


Change Europe the order the day and, except for uncer- 
tainty about France, change seems more surely launched than the 
European Common Market. 

Western Europe creating the Common Market out economic 
strength, not out weakness. American aid through the Marshall 
Plan has been factor, but the Common Market can correctly 
labeled “Made Europe” American money, advice, counsel, 
suggestion, pressure directly even indirectly involved. The six 
nations the new Europe (Italy, France, West Germany, Belgium, 
Luxembourg and Holland) are determined abolish tariffs among 
themselves and establish common tariff the rest the world. 
When face that fact, must think about the opportunities and 
the risks for America the new Europe. 

Threat opportunity for America which will the Common 
Market be? answer this question one must look the major 
changes which the new European Economic Community will come 
into being. First should realize that the European Economic Com- 
munity crash program, but rather inexorable movement eco- 
nomic unity. The tariffs the protectionist countries, France and 
Italy, will decreased percentages, stage stage. the end 
twelve years, the tariffs the nonprotectionist Benelux and West 
Germany will increase meet the declining tariffs the others. 
Obviously American firm which has been exporting commodity 
product low-tariff no-tariff Holland will find that market less 
attractive. But perhaps France may the same token become more 
attractive market. Unless, course, the Common Market itself should 
decide become highly protectionist, this problem not the most 
significant. However, the declared aims increase trade and 
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pursue jointly their effort towards economic and social 
does not sound like rigorous protectionism. 

The opportunity for Americans the Common Market rests 
the degree which Europe’s standard living lower than ours. 
The six, with substantially the same population that America, 
produce only one third many goods. the standard living 
Western Europe increase equal that America and respon- 
sible European economists predict that will under the Common 
Market then there must substantially three times more almost 
everything now produced the six states. Mass production and dis- 
tribution methods, which Americans are more experienced than 
Europeans, will required. Here the opportunity for American 
capital and skills. 

Opportunities distribution, sales promotion, advertising, modern 
merchandising will even greater than production. European 
engineering good, but the national markets have been too small for 
the full scope engineering skills. distribution, the opportunities 
are even greater than manufacturing. European methods selling, 
however picturesque, are quite inadequate for high consumption. 

But American capital and management must speak softly and 
not English the new Europe. Especially France and Italy 
merit know only English. 

Further suggested reading this subject: The European Com- 
mon Market: New Frontier for American Business, the result 
American Management Association Conference February 1958. 
Included this are: The European Economic Community 
George Ball, II. Your Company and Your Product the New 
Market Franck Bauer, III. The Keynote: ECM Reality, 
IV. Financing Possibilities, and The Broader View: ECM and 
World Trade Robert Marjolin. (AMA Management Report Series 
No. 18. New York, 1958. 220 pp. Available from AMA, 1515 Broad- 
way, Times Square, New York 36, $6.00.) 


EXPANSION JOINT VENTURE* Richard Morset 


Chemical and Engineering News, Vol. 36, No. 33, August 18, 1958, 
pp. 62-67. 


Under present highly competitive industrial conditions, joint ven- 
tures should seriously considered American management. 
many cases, this method expansion may the most effective means 
profitably entering new field improving the profitability 
existing business. 

Joint venture considered any form partnership arrange- 
ment whereby company acquires capital, raw materials, technology, 
markets, management, other outside assistance order expedite 

*Based address before the Chemical Market Research Association’s 
meeting “How the Chemical Industry Expands,” New York, May 21. 

+President and Director, National Research Corporation. 


development one more phases its business. should con- 
sidered company, however, only the long term gain the 
company can more effectively assured than the company were 
conduct the contemplated program alone. 

Joint ventures help many areas: 

Many companies have adequate management, facilities, and 
products without the capital required enter potentially profitable 
market. 

company engaged one particular line business may 
neither have nor able acquire raw materials, plant capacity, 
specialized facilities essential profitable operation. 

The size our country and the cost sales make difficult 
for small businesses exploit available markets for their product 
profitably. 

Through joint venture, many companies have acquired execu- 
tive talent essential for exploiting particular business. 

Research and development has become big and expensive busi- 
ness, requiring years develop. Via joint venture, two more 
companies (perhaps research organization with little capital and 
manufacturer needing advance research) may profitably exploit prod- 
ucts processes evolving from new technologies. 

Certain tax advantages may inherent the joint venture 
concept: future disposition equity holdings the new company can 
normally considered capital gains the corporate partners, 
taxable about half the rate for profits income from royalties; 
moreover, stockholders interested primarily personal capital gains 
receive investment opportunity. 

Joint ventures can take different forms: 

The acquisition “financial partner”: under special con- 
ditions sometimes feasible for company exploit particular 
business development via the medium new corporate structure. 
This new company may then financed another corporation in- 
terested the particular field, equity the new company may 
sold. 

Project partners: the pooling mutual interests two more 
companies. the early stages development program, there 
particular need for forming actual corporation. two more 
companies combination can buy time, reduce research costs, 
improve their mutual competitive position specific area develop- 
ment, and the long-term interests the partners are not conflict, 
joint venture should seriously considered. The success project 
partnership arrangement determined the extent which each 
partner continues make its proportional contribution the ulti- 
mate profitability the program. 

Corporate partnership: the forming and financing separate 
corporation owned two more companies exploit business 
particular field. 


MAKING Joseph Massie* 


The Southern Economic Journal, Vol. 24, No. April 1958, pp. 
447-457. 


management, flexibility means the responsiveness managerial 
plans and actions changes the environment and new conditions 
and problems. Flexibility provides resiliency policies does not 
eliminate policy. management, specialization, standardization and 
bureaucracy tend lead lesser degrees flexibility. 

Flexibility should increased the point which the incre- 
mental returns from increased degree are equal the incremental 
costs achieving that degree. Six factors affect both the incremental 
returns and the cost each application flexibility: (1) the size 
the firm, (2) the rate growth the firm and the industry, (3) un- 
certainty the future, the degree which events can predicted, 
and the willingness management assume risks, (4) expectations 
change, (5) personal characteristics and philosophies chief execu- 
tives, and (6) environmental and institutional setting. 

Five applications flexibility recognized functional specialists 
will illustrate qualitative analysis for determining desirable degrees 
flexibility. 

Technological Flexibility. This attribute refers the physical and 
mechanical ability adjust manufacturing processes and means 
transportation the demands consumers. The functional produc- 
tion specialist must decide whether the means securing technological 
flexibility yield sufficient returns offset the costs not gaining full 
advantage such conflicting concepts specialization. 

Marketing Flexibility. This second application flexibility refers 
the ability make any changes and variations marketing tech- 
niques which appear warranted different times and under 
different local conditions. Maximizing this application usually con- 
flicts with the maintenance consistent marketing policies. The secret 
gaining this type flexibility appears obtaining information 
quickly and maintaining means which changes marketing 
techniques can made without reducing the effectiveness long- 
standing marketing policies. 

Financial Flexibility. third application flexibility involves the 
ability firm change its investments from one type activity 
another and obtain additional funds quickly good terms when 
opportunity suddenly appears for profitable investment. varies 
directly with the degree liquidity maintained the firm. Each step 
modernization production facilities decreases financial well 
technological flexibility reducing the ability secure later still 
more efficient process machine. Firms with limited financial re- 
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FOOD, SCIENCE, AND PEOPLE* 


sources often find their advantage operate technically obsolete 
equipment until clear that the new equipment will not itself 
become obsolete. 

Personnel Flexibility. One administrative application the flexi- 
bility concept involves the ease with which individual executives and 
other employees can shift into different positions within the organiza- 
tion. Broad experience and education increase transferability the 
human element management. Rigid job functions, seniority, and 
specialization decrease it. Small firms necessity are forced econo- 
mize the use specialists and develop more versatile executives. 
Larger firms devote much thought formal executive development 
programs order enhance the transferability personnel and 
train potential major executives. The problem again evaluate the 
incremental returns flexibility after considering its costs. 

Organizational Flexibility. fifth and fundamental application 
flexibility involves that quality organization which enables 
adjust changes external and internal forces without losing 
the advantages rational, stable structure. Three conditions appear 
necessary for successful use such approach: (1) very low 
turnover executive personnel with all knowing the modus operandi 
the firm, (2) high group morale among executives, (3) strong, 
well rounded top executive. 

Too often concepts administration have tended subtly de- 
crease flexibility the detriment good over-all management. 
Flexibility concept which should analyzed carefully the 
light basic factors affecting the organization. 


Harrart 


Transactions The New York Academy Sciences. Series II. 
Vol. 20, No. January 1958, pp. 263-277. 


The scholars concerned with the balance between procreation 
and production tend divide themselves generally into two categories: 
one group seems convinced that man’s mismanagement the world’s 
natural resources, coupled with the uncontrolled increase human 
population, essentially guarantees ultimate chaos through the sheer 
weight numbers; the other holds that, with adequate economic 
support, human imagination and ingenuity will enable science and 
technology break through some the existing barriers increased 
production. There are basic truths each point view. However, 
science and technology could lose the battle unlimited procreation 
unless there determined and organized effort the part all 
sectors society balance population increases with social and scien- 
tific advances. 


*Presented joint meeting the Section Biology and the Division 
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Among the more important barriers efficient agricultural pro- 
duction the following may cited critical: Soil due the de- 
struction arable soils, the world can never expect have more than 
approximately four billion acres crop production; Water although 
there are many reasons for crop failure, the most important lack 
sufficient quantities water during critical periods the growth cycle 
crop plants; Pests and diseases microorganisms annually extort 
tolls agricultural products sometimes reaching per cent gross 
production; Mineral resources major factor the inequalities 
that exist standards living the distribution mineral resources; 
Human resources among the most serious barriers the production 
food crops and domestic animals are ignorance and tradition. 


Examination past and present scientific progress and future 
possibilities rather clearly suggests that science and technology, under 
favorable circumstances, can make immense contributions vitally 
needed food supplies for future generations. Improvements can 
made the production and conversion nonfood carbon compounds 
into forms that can readily assimilated man. Science making 
tremendous progress understanding the soil living medium upon 
which food and other plants depend for major quantities water and 
mineral nutrients. The conventional systems plant protection are 
gradually giving way new methods which the use synthetic 
compounds, antibiotics, and naturally occurring protective substances 
may well provide greatly improved protection lower costs. any 
discussion increased world food supplies and improved standards 
living, energy must have major role. Conversion processes for trans- 
formation solar energy into power are now being studied more 


intensely. Already there has occurred breakthrough nuclear power 
development. 


the literature world food problems there may too much 
emphasis the role energy, food and the improved utilization 
natural resources and scientific developments contrast the empha- 
sis the population side the problem. unrealistic assume 
that future technological progress will provide for any number citi- 
zens that society cares impose upon the already heavy burden 
human nutrition. Only when the benefits education, training, and 
opportunity are extended the bulk individuals can nation 
expect improve its economic position through the development 
its own resources and the exchange goods and services with other 
countries. The success every effort improve food production and 
technology hinges the last analysis upon whether society, through 
its myriad organizations, prepared understand and face increas- 
ing population greatest single problem. must soon decide 
whether are prepared fall behind each succeeding generation 
until there longer room move, whether shall recognize 
and interpret the laws nature logical fashion and take appropriate 
steps not violate them the expense our descendants. 


FOR COMPANY PRESIDENTS, MORE NOT LESS “OUTSIDE” ACTIVITY 


Business Week, No. 1512, August 23, 1958, pp. 80-82, 84. 


The prime job any company president make more money 
for his company and his stockholders. With that consideration, how 
far can he, must he, get involved affairs outside the business? 

meeting sponsored the American Management Association, 
company presidents reached this overwhelming consensus: Not only 
can the top man not withdraw from outside activity, but he’s got 
get more deeply and personally involved than ever before, often 
causes that seem remote from his job. businessmen don’t some- 
thing about these things, who will? 

What sort “things”? 

Urban Problems: Urban deterioration and racial problems 
mean not getting the right kind employees, efficiency loss because 
time spent commuting, and having pay excessive taxes combat 
high crime rates for welfare services. Cultural affairs must pro- 
moted supply the environment necessary seduce engineering and 
research types away from centers like New York, Chicago, Los Angeles, 
Boston. 

Political Action: The presidents felt strongly that they have 
counterweight for the political influence labor unions, any 
control over their local environment. Although they not plan 
run for public office themselves, they intend encourage their 
people down the line run for jobs from school board legislature, 
even with the understood risk having them labeled “company 
representatives.” 

“Public Service”: The corporation has much citizen 
the individual, and the president’s job make one. Any 
company contributes creating community problems and has 
obligation something solve them. 

Which causes?: With hundred projects competing for your 
time, effort, and money, how you choose among them? “The criteria 
has be, not which one you personally are most interested in, but 
which the results would most useful, most directly, your 
company.” But this has balanced against the public view. 

Conflict Interest: What does the president when there’s 
possible conflict between theoretical public interest and direct damage 
the company? “If the public interest long-range, and the company 
hurt short, you may have take the long-range public view.” But 
just many felt that some competition too personal worry about 
the public interest. 

more outside activity required chief executives, how 
you find the time? You make it. doesn’t your company any good 
develop new products, city’s deterioration government regula- 
tion can choke you death. Your job making money for the com- 
pany, and keeping alive. The “outside” work part that job. 


OBJECTIVE APPROACH PAY DIFFERENTIALS Elliott Jaques* 


The New Scientist, Vol. No. 85, July 1958, pp. 313-315. 


All industrial disputes about payment are differentials 
They arise over the question how much one group getting com- 
pared with others. The problem presently dealt with complex 
bargaining and arbitration procedures built custom and prac- 
tice, and carried out within broad framework labor law. But they 
are primitive procedures: the bargaining rests upon the relative power 
the contending sides; and arbitration, when used, based upon the 
wisdom and personal good sense the particular individual who has 
been chosen arbitrate. What required supplant custom and 
practice principle; bring the sophistication rule law into 
area social and economic life where rule thumb largely prevails. 

The application principle the resolution the problem 
pay differentials calls for the recognition one fundamental notion: 
equity demands that man rewarded for the level work 
employed do. How much any given section the population should 
receive wages salaries cannot equitably settled reference 
productivity, strength union organization, capacity in- 
dustry pay. The immediate difficulty that getting objective 
yardstick for measuring the level work any job. the course 
research, was found that what experienced level weight 
responsibility job (level work) can measured finding the 
maximum time during which the work assigned manager 
subordinate requires the subordinate exercise discretion, judg- 
ment, initiative his work, without that discretion being subject 
review the manager (time-span discretion). time-span 
discretion bracket exists for all jobs. Its major significance lies the 
finding that individuals jobs whose range level work measured 
time-span the same, privately state the same wage salary bracket 
fair for the work they are doing (equitable work-payment scale). 

Payment the equitable level intuitively experienced fair 
relative others, although there may simultaneously held view 
that the economy whole ought provide generally higher 
standard living for all. Deviations payment below the equitable 
level are accompanied feelings dissatisfaction which become 
stronger the greater the deviation. 

national application the time-span instrument, and 
differential payment policy based the equitable work-payment scale, 
would require complete reorientation the question work and 
payment. would call for giving economic theory and 
practice which regards labor commodity sold under market 
conditions. new type policy would emerge policy fixing 
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wage salary brackets connection solely with level work. The 
scale differential payment would fixed nationally the principle 
being that genuine “rate for the job” system payment, which 
everyone would receive the given rate for any given level work, 
regardless occupation industry. 

This policy would mitigate the problem wage inflation and its 
inhibiting effect upon industrial expansion. Under it, the burdens 
non-abundant economy would equitably shared; and increases 
the national productivity would reflected upward shifting 
the whole scale payment. The cost such program, however, 
would have weighed against the gain productivity ob- 
tained from sound and systematic organization and management 
work. 


PLAIN FACTS ABOUT FEATHERBEDDING Herbert Northrup* 


Personnel, Vol. 35, No. July-August, 1958, pp. 54-60. 


Featherbedding basically attempt the part workers, 
usually acting through union, expand employment. However, 
wasteful method dealing with the problem, since adds the 
cost production, decreases productivity, and tends curtail total 
employment, except the very short run. some cases, increases 
employer’s costs such extent that cannot increase wages. 

Featherbedding traditionally associated with the printing, build- 
ing, amusement, and railroad industries, all which have been organ- 
ized for many years craft unions. these industries includes 
the employment unnecessary personnel, unnecessary work, time- 
consuming work methods, and performance unskilled work skilled 
men. Recent developments indicate that several forms these restric- 
tive practices are now taking hold manufacturing generally. 

The idea craft ownership jobs gaining ground manu- 
facturing. particular craft can establish the fact that particular 
type work “belongs” it, then management loses the right assign 
work, and thus, utilize its labor force most efficiently. This principle 
shows every sign being extended industry general through 
the seniority principle. The argument goes like this: man has 
seniority particular occupation, then alone can perform the 
work, even though other persons are qualified it. Similarly, 
employee “owns” job, the employer longer permitted 
contract out; and if, the exercise what thought was his 
management function, does so, the employee entitled paid 
for not working. 

Few managements can have believed that signing seniority 
agreement would mean turning over job ownership well. Many 
arbitrators, however, seem under this impression, and apparently 
have been able make their rulings stick. 
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Uneconomic rules and make-work practices are often further ex- 
tended through multi-plant agreements. This promotes the tendency 
for uneconomic rules become frozen contracts, and, the same 
time, become ever more uneconomic because changing technology. 

Featherbedding can also creep into incentive systems, changing 
them into methods for receiving payment without work. need 
explore, for example, how restrictions the right retime jobs 
destroy incentive, and how paying average hourly wages tends 
insure earnings without guaranteeing work. 

Extensive legislation has been proposed deal with the whole 
problem. already have Section (6) the Taft-Hartley 
which makes unfair labor practice for union “to cause 
attempt cause employer pay deliver agree pay 
deliver any money other thing value the nature exaction, 
for services which are not performed not performed.” How- 
ever, this clause has been notably unsuccessful; and court rulings have 
shown that can evaded with ease. 

doubtful whether make-work rules can dealt with effec- 
tively legislation. Legislation would have give extraordinary 
discretion government bureau. its job effectively, such 
bureau would have make many decisions such wide range 
labor relations matters that would end regulating industrial 
relations degree which neither labor, business, nor the public 
would like. 

period recession, there strong tendency the part 
workers and unions try protect themselves ill-advised re- 
strictive practices. Management also tends agree such restrictions 
order obtain contract without strike costly wage fringe 
benefits concessions. would far better, however, for management 
understand the implication featherbedding, communicate 
widely possible, and stand firm against any union restrictions 
sound plant operations. 
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